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Tingey and Vibber: Creativity in Management

Creativity — or original thinking — is perhaps more
needed than ever before in business. Yet business may
unwittingly hamper some of the conditions that can
aid creativity. Here’s what can be done to foster —

CREATIVITY IN MANAGEMENT
by Sherman Tingey and Van R. Vibber
Arizona State University

Beatles, pop art, the psy
ployment advertisements alike are
chedelic influence, and a
boldly proclaiming, “ job at XYZ
changing sense of values amongCorporation offers you a chance to
young people have made creativity
use your imagination!”
a popular topic with them. Some of
This article deals with creativity
this emphasis has been carried over
arid its application and importance
to the business sphere, since busi
to management. It is intended to
ness is extremely interested in to
answer the questions: What is crea
day’s young people. In fact, busi
tivity? What are the characteristics
ness is quite alarmed at the large
of creative individuals? Is there a
number of college graduates who
need for creativity in business? Can
enter areas other than business. In
management foster creativity? Fi
an effort to attract first-rate grad
nally, some suggested managerial
uates college recruiters and em
guideposts for increasing creativity
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are also presented in some detail.

What is creativity?
“Creativity is a mysterious force,
responsible for pulling primitive
man out of his caves into houses,
turning his arrows into rockets, sup
planting his bison meat with shrimp
creole, and replacing his monoliths
with skyscrapers.”1
1 Eugene W. Jackson, “Hunting Yard
sticks for Creativity,” Management Re
view, March, 1965, p. 38.
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between creativity and intelli
Whenever anything new is de
veloped creative forces have been
gence.3
Typically, the creative person
exerted. In other words, creativity
prefers complexity, as he has the
is birth. It is a natural human pro
ability to keep more ideas in his
cess. It includes the process of be
head at one time than the person
coming sensitive to problems, de
who is not creative. He is more
ficiencies, and gaps in knowledge.
independent
his judgments and
Creativity also includes identifying
more open to new experience. He
key issues, searching for solutions,
is more dominant, adventurous, and
testing and retesting the hypothe
ses, and finally communicating the
emotionally sensitive and is not al
results.
ways pleasant. In addition, he is
The essential tool of creation is
often more open in his feelings and
original thinking — thinking that
emotions.
takes cognizance of what others
have discovered but aims to pro
Creativity in business
ceed beyond the point they have
"Great industries . . . are all
reached. Significantly, there is no
aware
that however rich and pros
clear line of occupational demarca
perous
they may be at this moment,
tion for creativity. It can be found
they may wake up tomorrow morn
in sports or industry as well as the
ing to find that some new product
arts or university research. What
has been invented which makes
ever is new and has not previously
them obsolete.”4
existed, or whatever improves on
According to Peter F. Drucker,
previous achievements, is creative.
the only constant in business is
change, and the only profitable way
Creative individuals
to react to change is to initiate it.5
Indeed, changes are so rapid that a
The creative individual is char
company must adapt if it is to sur
acterized by his free use of imagi
vive. If it is to adapt successfully,
nation and his willingness to
there must exist
the
an atti
employ fantasy. He produces a
tude
conducive
to
creative
thinking
fountain of ideas and may suggest
and new ideas. An operation cannot
alternative ideas with little regard
be improved unless it is changed.
for their practicability. Frequently
Thus, creativity is essential for the
others think of his guesses as mis
long-run success of a business.
takes. He is distinct from the less
But creativity is not the miracu
creative, highly intelligent person
lous road to growth. More often
who would rather play it safe and
creativity in the abstract is con
produce fewer new ideas but ideas
fused with practical innovation
that are more likely to be accepted
the concrete. Take, for example,
as logical and practical.2
two artists both of whom have great
Intelligent people are not neces
ideas for a painting. One tells
sarily creative people, and vice
his friends; the other dons his beret
versa. However,
certain occupa
tional fields that require creativity
3 Bernard Berelson and Gary A. Steiner,
admittance is based in part on in
in their book Human Behavior, An Inven
telligence. This may lead people
tory of Scientific Findings, Harcourt,
to the incorrect conclusion that cre
The creative individual produces a
Brace, and World, Inc., Chicago, 1964,
fountain
ideas; he may suggest
ativity is the same as intelligence.
offer evidence that there is no correlation
many alternatives with little regard
To illustrate, a group of nuclear
between creativity and intelligence via a
to their practicability.
number of studies.
physicists will have a superior aver
4 A. H. Maslow, The Need for Creative
firm 

age intelligence quotient, but
,”OPersonnel
Administration,
Mayof in byin

in
all
in
among them there is no correlation
June, 1965, p. 3.

2 For a more comprehensive description
of the creative individual, see Arthur O.
England, “Creativity: An Unwelcome
Talent,” Personnel Journal, September,
1964, pp. 458-461.

5 Peter F. Drucker, “The Objects of a
Business,” in Management: A Book of
Readings, edited
Harold Koontz and
Cyril
’Donnell, McGraw-Hill Book
Company, New York, 1964, p. 50.
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Great industries are all aware that however rich and prosperous they
may be at the moment, they may wake up tomorrow morning to find
that some new product has been invented that makes them obsolete.

and paints. Both might be called
creative. What business needs is in
novation in the action-producing

sense. There appears to be an abun
dance of ideas but a scarcity of im
plementation. Business is actionoriented. Without follow-through,
creativity is barren, for ideas them
selves are useless.
Like anything else, however, cre
ativity can be carried to extremes.
Getting the greatest creativity with
out sacrificing executive control is
the heart of a key management
challenge. Management cannot af
ford a breed of creative anarchists,
nor can management afford to nur
ture an organizational family more
interested in repeating history than
in creating it. Obviously, a dilemma
exists — how can an organization
maintain its flexibility through cre
ativity yet maintain the needed
stability and balance required for
long-run growth and profitability?
The proper balance may vary from
industry to industry and even from
firm to firm because of differing
internal and external environmental
constraints. Each
will have to
find
own balance, or optimal mix
of creativity and conformity; how
ever, it appears that at present most
firms could benefit from more crea
tivity at the expense of some con
formity.
Unfortunately, business has not
been very successful in relating the
real excitement that it can offer to
Published by eGrove, 1968
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capable, imaginative people; specif
ically, the opportunity for crea
tivity in business has not been com
municated adequately. Instead,
many perceive today’s business en
vironment as one in which indi
viduality is muffled and creativity
is stifled — the view popularized in
William H. Whyte’s Organization
Man.

Fostering creativity
Often, early experiences in life
enforce conformity rather than cre
ativity. Altering these established
patterns is a difficult task. Never
theless, efforts in the following
four areas may serve to develop an
environment which can lead to in
creased creativity.
Firstly, the organization must al
low people to act more freely. The
creative individual is unique be
cause he reacts differently than
others react to the same social
forces. For example, he might ques
tion the habit of equating the ma
jority rule principle with the ma
jority right principle. He must be
allowed to do so if his creativity is
to come to the fore.
Secondly, managers must wel
come disagreement and contrary
viewpoints. Potential creativity and
uniqueness are stifled if manage
ment expects, or even permits, car
bon-copy behavior. Risk and chal
lenge are fundamental to growth,

and controversy is inevitable. Too
much emphasis on loyalty leads to
the equation of loyalty with agree
ment.
The ominous result: the rapid de
velopment of the yes man.
Thirdly, subordinates must be
made responsible for, and become
personally involved with, change.
Everyone in the organization must
be encouraged to develop ideas and
to take note of others’ ideas. Only
then will the creative effort over
come the natural tendency to resist
change.
Finally, communications must be
improved. Communication is often
used as a scapegoat for all organi
zational ills. Nonetheless, one au
thor estimates that fifty per cent of
the creative ideas within major
corporations are not communicated
to the right people. One obvious
method
improving communica
tions is the use of suggestion boxes.
Yet, surprisingly enough, few com
panies utilize the idea, even though
it is not uncommon to average one
hundred ideas per one hundred
employees in a given year.6
Of course, this division of effort
into four areas is somewhat arbi
trary. It is only meant to serve as
a base for analyzing what detailed
6 Charles Gibbons, Improving the Cli
mate for Creativity in Your Organiza
tion,” Advanced Management Journal,
July, 1964, p. 47.
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Management cannot afford a breed of creative anarchists, nor can management afford to
nurture an organizational family more interested in repeating history than in creating

steps need to be taken to actually
increase creativity.
The question naturally arises
whether emphasis in these four
areas will lead to increased profits.
In most cases where conscious at
tempts to develop creativity have
been employed, companies report
a positive impact upon profits.7
Sikorsky Helicopter, for example,
reports a saving of fifteen dollars
for each dollar spent on its training
program in applied imagination.
Under a similar program, Sylvania
Electric reports a twenty-dollar
saving for each dollar spent.8 It
seems, then, that management can
foster creativity and that in most
cases it is financially beneficial to
do so.

Managerial guideposts
Because conscious efforts to in
crease creativity appear to be
7 Jere W. Clark, Can Creativeness be
Taught?” Management Review, June,
1965, p. 51.
8 D. C. Dauw, Creativity in Organiza
tions,” Personnel Journal, September,
1966, p. 466.
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financially beneficial, perhaps it is
wise to look at some specific fea
tures that might be utilized in a
training program in applied imagi
nation. The features listed here are
not meant to constitute a complete
program; they are merely specific
features that might help in achiev
ing the four broad goals outlined
in the previous section.9

The organization must allow people
to act more freely.
Allow freedom for individuals to
guide their own work. Provide
them with specified and formally
agreed upon areas of freedom and
self-direction, gradually increasing
these areas if evidence of growth in
maturity and self-reliance warrants
it.
The organization structure
should be kept flexible.
9 Many of these features were adapted
from the book Managing Creative Scien
tists and Engineers, by Eugene Raudsepp,
The Macmillan Company, New York,
1963. Raudsepp discussed only technical
personnel; however, the features apply to
applied imagination program
any
employee.
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Individual differences should be
recognized; each person should be
treated as a person of worth in his
own right. Personnel should be as
signed to work where their back
grounds, skills, and interests fit the
rather than primarily on the
basis of where they are needed.
Individual personalities should
be considered in making assign
ments and picking leaders or super
visors. Those with special talents
and aptitudes should be actively
sought out.
Personnel policies and working
conditions should be conducive to
individual prestige and professional
status.
Managers must welcome disagree
ment.

Lead and motivate by suggestion
rather than by command.
Provide opportunity for a variety
of experience, change, and learn
ing. Allow people to try occasional
pet ideas without premature prej
udicial criticism.
Organize special experimental
groups where constructive noncon
formity and originality are the
main goals to be pursued.
Constructive nonconformity
should not only be tolerated but
encouraged.
Subordinates must be made re
sponsible for change.

Personal recognition should be
provided for accomplishment.
Excellence and extra effort
should be rewarded, and special
4
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Personnel should be assigned to work where their background, skills, and
interest fit the job rather than on the basis of where they are needed.

incentives should be established
for achievers.
Competence should be the pri
mary consideration for advance
ment.
A high value should be placed
on creative effort. Management
should provide inspirational begin
nings for creative projects.
There should be continuous en
couragement for personnel to take
refresher and advanced courses.
Nontechnical skills, such as human
relations, should be taught within
the organization.
Workers should be convinced
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that they, individually, are expected
to take responsibility for initiating
new ideas and that management
will back them up.

Communications must be improved.
Individuals should be allowed
participate in decision making and
long-range planning, particularly
in areas which affect them. Person
nel should be kept informed about
important aspects of company oper
ations, policies, and goals.
Interchange of information and
opinion among groups and depart
ments should be encouraged.

Groups should be made aware
of the pressure they bring on indi
viduals to conform.
Communication with manage
ment should be increased, with
regular discussion panels for mu
tual problems. Personnel should at
all times be kept informed as to
how timing, budget limitations, and
competition will effect the creative
effort.
These suggestions should be use
ful for individual companies to use
a starting point in developing
creativity training programs de
signed to meet their own needs.

All to often, most of the creative ideas within
an organization never reach the right people.
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